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PROBLEM RAISED BY PAPER: 

'fhis paper reviews sonie of the principles and concepts 
which have been advanced by authors in the fields of raanagewient 
and orsanizotion. Those concepts which seem to have the most 
pronise aro discussed in detail and are developed into 
suidelines for simplifyins and strcaralinins organization 
structures. 

The writer proposes an approach to structuring 
organizations which is based upon the use of five liflKlhSiC 
FUl»CTX0h? x^hich he says may be found throughout ell 
organisations. He dofines these functions and shox»’s how they 
may be used to segregate and clarify operations and olcmmts 
of organization*. 

Application of the streamlining principles to simple 
organizations, both military and civilian, is d€5monstrated. 
Application to a large, conplcsx organization, the U.JJ. Havy 
Bureau of Ships, is dcstaonctrated in theory. This application, 
along conceptual lines, is without xregard to many factors 
involved and considers only the theoretical concepts and 
principles. It shows how. in theory, a large, complex 
organization may be simplified and stroanllned. It implies 
that the results will bo increased efficiency and 
effectiveness. 

GOiiCLUSlOltG: 

Good organizations are needed to help men do their Jobs 
better, rather tl>an hinder then in their Xi« 5 rk, buch 
organizations are the result of planning and effective 
Btimctxirlns . 

Organizations should be stjructurcd by functions. Use of 
the five XiNTRIBSlC FUNGTIOMS will assist in logical 
structuring of any organization, 

Stiroamllnlns of organization structures can assist any 
organization, largo or snail, civilian or military. In 
performing its required functions and in better utilization 
of Its personnel. 
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PREFACE 



The writer h«8 long been interested in organizations and 
in the ways they work, or fail to work. The interplay of 
personalities, policies, responsibilities, and authorities 
produces interesting result&->»at times good, at other times bad-- 
but always interesting. 

The variety of organization structures and the range of 
organizational performances in military- civil service 
organizations is particularly interesting, Maiiy such formal 
organizational elements have grown in rather haphazard fashion, 
seldom operating in the manner for which they were originally 
designed. They may have changed structure periodically with the 
whims of a variety of organizers. Elements may have been added 
or removed for various reasons without sorious thought being 
given to the overall effect on the whole organization, hew 
elements may have been added to take care of new assignments of 
responsibility, or to divide the workload aioong overloaded 
people--or they may have been added simply to Justify the rank, 
or grade level, or salary of some individual. New organization 
stzructures are sometimes created to Justify additioxml levels of 
supervision, with corresponding increases in the salary levels 
of those involved. The net result: These organizations tend to 

be built of layer upon layer of supervision, with no clear 
delineation of authority and responsibility. 
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The sair.e problecns are undoubcedLy foxmd in civilian 
business organizations; however, perhaps because of the profit 
Emotive, the constant interest of owners or shareholders, and the 
ability to disciiss those seemingly responsible for ineffective 
per f ortvince , such organizations may not demonstrate problems of 
structure to the same degree as do the purely govezmcnental ones. 

The same basic principles may be applied to all typos of 

organize t ions. Professors iCoontz and O* Donnell, discussing 

management theory, have said: 

Perhaps organization is the most fully developed area of 
taanagement theory. Its importance was recognized earlier 
than that of other aspects of management, and Its 
principles have boon the more coropletely explored end 
developed. Although many principles undoubtedly r«mln 
undiscovered, the area is a fruitful one to analyze with 
a view to determining how to make these principles work,^ 

it is the purpose of this paper to oxamino some of those 
principles, to develop others, perhaps among those that remain 
undiscovered, and to analyze tho basic concepts of organization 
and organizational structuring with the hope that some 
guidelijies can be developed for simplifying and streamlining 
organization structures. 



^Harold Koontz and Cyril 0* Donnell, Principles of 
Management; An Analysis of ^lanap.e^ial Functions {2nd ed.; 

New \ox^, loronto, London: KcCraw-hiil ibook Co,, Inc,, lv59), 

P. 280. 
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STRiW1L3MHG ORGANIZATION STRUCTUfiSS: 



APPLICATIONS TO THE U.S. h^\’Y 
■>U-v£AU 0/ SHIPS 



Ii^RODUCTlON 



Adnlr&I Arleisli Burke, Chief of Neval Operations, 
speaking before tho Cotnraittee on Annod Services in 1958, 
stressod the reqviiremcnts for effective personnel, saying: 

"Good men can make poor ors^^niz^tions Vfork well, but poor men 
cannot make a good organization work at all," his meaning is 
clear: tho liavy needs good men, not poor ones. Of equal 

importance, however. Is a corollary that is frequently over- 
looked: it also needs good organizations. 

Too often the principle: "Good men can make poor 

organizations work" is accepted, end good men work desperately 
hard to do thoir jobs and make poor organizations effective, 
Wore than this is required. Urgently needed aro good 
organizations which can help men do their jobs well instead of 
making the difficulties greater. This fact was recognized in 
1931 by the industrialist, Henry S, Lennlcon, who pointed out; 

The importance of tho right structure of organization is 
sometimes undervalued, because with tho right men almost 
may kind of organization can r\m well. This is true, but 
is by no means the whole truth. With tho finest of 
personnel, an illogical organisation etructuro makes waste 
through internal friction and lost motion; it fails to 
retain and develop good men and to Invito into its 
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raenbershlp r.er.v men of high quality,^ 

Good organisations do not just happen; they arc 
carefully planned and brought into being. The ostabliahmont of 
good organisation structures is one of the most important aspects 
of modem nanagecnent. In many cases organizations have grown 
haphazardly over a period of ycara; sane have become so 
unwieldy and illogical that the best of men cannot keep them 
functioning efficiently. 

This paper will examine the basic problems of structixring 
organizations, and will propose ways to simplify and improve the 
structiiTOS of organizations in being as well as those being 
formed • Streamlining can mean shaping or removing of 
protuberances so as to offer the least resiotanco to forward 
motion. Stroamlining is necessary with many organizations, new 
and old. The purpose of this paper is to show how streamlining 
of the basic structures can assist any organization in Improving 
its forward progress. 

An examination of some theories and concepts of 
organization is necessary before proceeding to the problems of 
simplifying structures. The discussion of these theories will 
be followed by an evaluation of principles and further 
application of somo of the principles to the problem of providing 
a Ejoro effective and workable structure for an orgfmization, 

ScKae guidelines will be developed for simplifying, Dtrogetilining, 

^Hcnry S, Dennison, G rr.onization m^lneorim: (New York; 
^IcGraw-ItiLl Book Co,, Inc,, 1531) , pp, 5-6, 
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and Iraprovins organisation atructvircs, 

Tho scope of an invostigatlon of this typo is necessarily 
lisiitad to tho material and tho time available for research and 
for formulating a workable plan. This paper will b© based upon 
library research and will pay particular ottontion to formulation 
of basic concepts and principles to assist in streamlining 
organizations. It will examine the application of principles to 
small organizations and will demonstrate the application of 
structuring concepts to botli civilian and military organizations. 
In tart II tho concepts will be applied to a largo, 
complo:: military/civil servico organization. The Wavy Bureau of 
Ships has be<ai selected for this application, sinco it Is fairly 
typical of the Bureaus of the i^avy Department, Tho indicated 
restructuring of this complex organization will bo wholly along 
theoretical linos, without regard to politics or personalities. 
The data on present elements at the Bureau of Ships and their 
functions will be token from tho Admlnlstratlvo .lonuel of tho 
Bureau of Sliips, published in flared, 1963, as modified by 
changes 1 through 5, 

Although it nay seem presumptuous to undertake an 

analysis of this scope, the words of Jrrofessor (of ^ianagoroent) 

Dsuton, of tho University of Illinois, should be kept In mind; 

In management, as well as in other areas of learning, the 
capacity of scholars to challenge traditional end deeply 
ingrained patterns of thinking plays an important role In 
tho discovery of new knowledges.! 



^Iraul M, Dauten, Jr,, Current Issues and i:hters;ia^ 
Concepts in i^aimgcmont (Boston: Kough Co,, 1962), 

p7 vixi. 
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ClIAI^ER 1 



FORllATlOII or ORGArJlZATlOMS 



Just V7hat Is meant by the structure of an organization? 
it has been spohen of by various nanec such as "the executive 
structure’* and the “chain of conmand." Dr, Henry H, Albers, 
professor, author, and consultant, says of it: “The 

organizational structure is the framework within which managerial 
and operating tasks are performed,'*^ 

'fhen forming an organization the stiucturo must be 
established early and the framework described accurately from 
the beginning. It should be carefully examined for applicability 
to the purposes of the organization, Kowman describes the 
process as: 

The admin 1st rat ivo process of o^anizint; an enterprise or 
any of its parts consists of (1) dividing: and Rrouplna the 
work that should bo done (Including administration) into 
individual jobs, and (2) defying the established 
relationships between individuals filling these jobo,*^ 

All organizations are formed for the accomplishment of 

soao purpose, the attainment of sar.o objective— stated or 



Ipcnry H, Albers, Oraaoized Executive Action: Docision 

ilakin^, Co?rnunlcation, and*^i^dership arid London; 

John wiicy and Sons’, inc., IvbS), p, 

^William H, Keswman, Adm3nistrat ivc Action : The 

Technlouos of Organization and York: Prent ice- 

hall, JLnc«, lypl), p, lz3. 
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unstated. They may be formed for biisii'ieso, railitary, or 
political purposes, or they may be purely social in nature, 
Theodore Levitt, lecturer and faculty laoaber of the harvard 
School of Business, in discussins the need for organisation, 
said; 

The purpose of organisations is to achieve the kind end 
degree of order and conformity necessary to do a particular 
Job. without organization there vould be chaoa and decay. 
Organization exists in order to create tlie amount and kind 
of inflexibility tliat are necessary to get the most . 
presslngly intended job done offlciently and on tine,* 

In general, organisations exhibit certain universal 
characteristics. First, they are composed of people who are 
joined together for a conanon purpose. Second, they usually con 
bo divided into leaders and followers, with the leader's, or 
nar^agors, being those vrtio are either formally appointed to their 
positions or who informally assume positions of authority. 
Finally, eacii organization usually operates in definable 
patterns, which may depend upon either its goals or its leaders. 

There are two basic types of organizations: one is the 

formal organization, one that has been planned and idioso 
structure has been arranged; and the other is the informal 
organization, one that c<xno8 into being without planning or 
direction, Albers says, "formal organizations are consciously 
directed and designed to accomplish a prc-determined objective, ”2 
Most organizations are formal organizations, in the sense that 

^Theodore Levitt, "Creativity Is .Jot Enough," Harvard 
Business Review . May-June, 1963, p, 81, 

^Albers, p, 5, 
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they have bom planned and thoir structures doeigned to operate 
in c logical znanncr for the accomplishment of their objectives. 
Professor Arsytls speaks of the characteristics of formal 
organitations » saying : 

Probably the most basic property of formal organisation is 
its logical fomdation or, as it has been called by students 
of administration, its essential rationality. It is the 
•‘mirror iraage" of the planner's conception of hm^ the 
Intended consequences of the organltatlon may best be 
achieved. The underlying assumption made by tho creators 
of formal organization is that man within respectable 
tolerances will behave rationally, l,o,, as the formal 
plan requires him to behave. Organizations are formed with 
a particular objective in mind and their structure mirrors 
these obj ect ives , 1 

Informal organizations, on the other hand, come about 
without prior planning or conscious direction. They usually 
form from a desire to ’’get tho job done in the easiest manner,*' 
The informal way of performing a job may develop from 
friendships, cliques, mutual interests or antagonisms, effective 
connjunlcation channels, or simply from strong and dynamic 
leadership on the part of individuals not In the formal 
of command," 

Informal orgfimizationB may, and often do, exist in such 
gatherings as families, neighborhood groups, sports teams, and 
similar groups of people. They are also fovind In more fomally 
structured business, military, and political groups, Tho 
Informal organization may actually be completely different from 
tho formal organization, and mey cut across the organizational 



^Chrio Axgyris, Personality ^.d Organization (New York: 
tiarper and Brothers, 1957), pp, 



8 



bounds that have been fortially established. The informal mode 

of operation is usiially arrived at by working people who, by 

trial and error methods, have found a way to get the Job done. 

This pattern is recognizable at all levels of organizations, 

and many tines the really effective work is accomplished through 

the inforiTial organization. Despite the fact that these vmlts 

are labeled "informal,** they have an iraportemt influence on the 

organization in which they exist. It has been pointed out that: 

From all available evidence, there is yet no reason to 
conclude that infosmal structures are any less stable or 
less demanding upon group members than formal ones. 

In many cases a formal organization may have 
within it, or parallel to it, an infomal organization 
which is quite different. Thus, the members of a group 
may be expected to do certain things, or relate to others 
in coxrtain ways, according to tho fornal organization, but 
may also feel quite different influences steirsming from the 
informal organization*^ 

The formal organization, then, may be thot^ght of as 

the way a unit was designed to work, and tho infomal one as the 

way some of its functions aro actually per fo mod. Both are 

important, woth must be kept in nind when working with 

organizations, both must bo given full consideration when 

streamlining organization structures. As Henry Albers says, 

An organiser cannot possibly plan tho totality of activities 
and interactions that make up organizational behavior. The 
informal system modifies and amplifies the formal system 
and creates mors comprehensive and complex behavioral 
patterns, ... Informal means frequently compensate for 
deficiencies in the planned structure, . , . Such Infomal 
instruments are frequently as efficient and somotimes wor& 



^DozM>in Cartwright and Alvin Zandor, G roup Dynamics; 
Research and Thoory (3rd od. j Row York and iTIinoiD: Low, 

i'eterson and Co . , 1958) , p, 420. 
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efficient then those created by pleimins. Ihe organizer 
should take care not to destroy th«n in doveloping his 
plan. ' 

The organicer uust not, however, cepend u^.on an Infcsriiol 
organisation to correct the deficiencies of his basic plan; this 
is no excuse for poor planning. J*© should recognise the inforinal 
organisation when planning and designing the formal one, 
wherever i^osslbl©, for r-axiinuni efficiency and for smooth~working 
effoctivonosB, the formal organization should b© consistent vrltdri 
tho infor.:jal one and should follow its form. 



^Albors, p. 68* 
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CBAi^ER li 



THE MAHAGO-EInT HlEFwiUlCliY 



As an organisation grows in size and Importance, tho 
nanagesnont must also expand in numbers and in functions 
perfomod, Khen th© size and complcaEity of operations exceeds 
the single manager wiio previously could handle the wot^, that 
manager finds it necessary to dolegato some of his authority, 

Xho delegation process results in tho manager’s naming of an 
assistant, or possibly dividing the work among two or more 
subordinates, resulting in the formation of a small pyramidal 
structure. Additional growth adds height and breadth to the 
pyramid. Thus organizations ore usually charted In tho form of 
pyramids— some with broad bases and broad "span of control" for 
the managers, others with narrow bases and peaked, narrow 
management structures, with few subordinates for each manager 
to control. In recognition of these basic relationships, it 
has been said; 

It Is no accident that organizations are usually charted in 
pyramidal form, Tho pyramid itself Implies a situation in 
whlch the head of the pyramid and of each subordinate part 
is the leader of a group. But it is necessary that there 
bo more support for the leadership situation than the 
ability to chart a pyramid. The authority delegations and 
relationships must be such that the structure of 
organization actively supports tho leadership position 
of tho manager,* 



^koontz and O’Donnell, p, 300. 
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Iho division of an organisation into fiinctional elesncxits 
contributes to tho pyrusildal structuring, sijice each function is 
given its leader, and his subordinates are added as the and 

growth progress. Ih© dangers of expandiag the size of tho 
nanagesnont structure may be roadily seen. As tho managesrient 
becomes larger and more complex, its lines of coCTnvmication 
become longer--nore repeating of information is necessary, with 
the consequent possibility of loss of understanding. As layer 
upon layer of tho managenent hierarchy develops, the problem is 
Intensified, and raanageciont can become so enmeshed in its own 
coordination problems that tho basic objectives aro overlooked, 
.^obert B, Jramplin, ^resident of the Gooxrgia-Pacific 
Corporation, recently commented on tho problons of expansion, 
saying: 

The main problems in a large organization are communications 
and decision malting. The more you broaden top inanagoment, 
the saore your communications aro going to break down, and 
the harder it \7ill be to get a decision. I believe in a 
streamlined managononc . , 

There aro generally throe recognizable levels in a 

pyramidal structure of an organization. At the base is the 

"working level"; this embodies the personnel actually doing the 

work of the orgemization: clerical, manufacturing, manual labor, 

engineering design, or other forms of work required. As the 

worker examines the organization, ho acknowledges tho peak of 

the pyramid with the top executive and his immediate 

subordinates. Those are the bosses; they aro seldom seen in 

^Robert &, iamplin, "The Job of Being i'residont," Dun* s 
Review end ytodem ^Industry . March, 1963, p* 27. 
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person by the workers. They devote their tirce to policy tnatters, 
to conferences with other top executives, and to social, 
political, and public representation of the organization. 

Because of their reeioteness froaa the working level, and froa the 
sites of the actual pcrfomance of the work, they are frequently 
called by the workers the "shirking level." In between the 
workers and the top executives are the layers of supervisory 
personnel who interpret the policies and plans and pass them on 
in terms of operational orders. They exorcise control and are 
directly responsible for overseeing the wrkers and other 
subordinate supervisors to sec tlvat their »?ork is done properly 
and on tine. Their supervisory and control duties havo earned 
for then the nano of "the lurking level." Thus tlie nanagosnent 
hierarchy, as viewed froa the bottom of the pyraiaidal structure, 
presorts a somewhat different picture from the one viewed from 
the top. Some writers in the nonag eacnt field believe that it 
is in the middle level that the most immediate structural 
improvoTionts can be made. This intermediate level contains the 
greatest number of layers of supervision, or "supervisors, 
supervising supervisors." Increasing the supervision capability 
of each member of "middle management" can reduce the total 
number of supervisors . 

Sir Ion Hamilton, retired British General and man8gom«nt 
theorist, developed a span of control principle from the history 
of military organization. His conclusions wore that spans of 
control in any organization should range from three to six; 
that a span of three would keep an oxecutiv© fairly busy, while 
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six would require about a ton-hour day, Hamilton thought that: 

The nearor ve approach the euprooo head of the wholo 
organization, the more wo ought to work towards group® of 
threo; the closer w© get to tho foot of the whole 
organization, tho laoro wo wrk toward® groups of eix,* 

Familton*® span of control principle is frequently 
overemphasized, and lovels laay bo found with the span of control 
extending over only one or two subordinates* Tho ixjqutrescents 
for an effective span of control suist still be considered; but 
with modern managesaent techniques and modem awareness of the 
communication® roquireraonts, the span of control can bo extended 
beyond the lijnits previously thought possible— even beyond tho 
limits sot by Hamilton, 

The control functions of middle management con be 
facilitated and speeded by use of modem Data I'roccssing 
techniques; thus many of the middle layers of supervision can be 
completely eliminated. In effect, tho data processing systems 
give to tho majiagers a larger effective span of control and 
make possible a greater breadth of management and a closer 
association with the v?ork being done. For example, the i£RT 
techniques in use and tho various methods of production control 
end workload scheduling, with their reporting and control 
procediurcs, make available to high level managers a much more 
rapid and much better organized infomation and decision 
capability than was over possible from several layers of 
subordinate managers. Proper use of these and other techniques 

^Slr Ian Hamilton, The Soul and Body of an Army 
York: George H, Doran Ck>, , lyidl) , p, - 
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and proper use of nx>dcm Automatic l>e.ta trocossing csxn result 
in elimination of many layers of middle managetBont, with 
consequent savings in time, costs, and manpower. With the use 
of these new techniques can come a more efficient streamlined 
CMmegGraont structure. 
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Ta» KUR^i't ELEMEOT 

Ro discussion of organisation can b© coiaplste without 
consideration of that all-lnportant olcraent— Personnel* 
Organizations are staffed with people, and people imiat bo 
considered vdien designing tho organization structure. As Admiral 
Burko said (Chapter 1), “Good men can make poor organizations 
work woll . . . If thoro were a superabundance of really good 

men, organizational planning would not be nearly so important. 

The fact remains, however, that there are never enough 
exceptional people to fill tho jobs requiring them. This is true 
in business, in the military, and in any government organization, 
Tho problem is particularly acute in military/clvll service 
organizations, where tho military officer must bo moved 
periodically and tlae civil servant is free to move to other 
assigxsncnts. Unless a well- designed organization of the right 
structure is formed to provide for continuity of relationships 
and duties, these oovos can result in chaos, for it is impossible 
to assure that really good men will be introduced to eacli job 
simultaneously and continuously, or that even those who are 
outstanding can do a fully competent job during their transition 
period. 

Giving full attention to the transt^t nature of 
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personnel, one should first csteblish the structure or framework 

in which people will work. Many E«naseincnt experts have pointed 

out that this is the proper approach, Kewrr^n says: 

Astute observers of organiaation have repeated time and 
again that organleations should decide the need for 
personnel rather than have persona lit ios dictate the form 
of organization. An organization built around 
personalities is likely to give too much emphasis to some 
activities and not enough to others, and there is need 
for a najor reshuffling of duties each time an executive 
retires or is promoted. The best practice is to design 
an orgsuisation that will best serve the purposes of the 
enterprise, and then select executives who are qualified 
for the ixjsitions created, 1 

Thus, in planning nost organization, and certainly those 

in sovomment, it is important to bogin with the structure and 

functions without regard to the people involved. As Koonts and 

O’Donnell have so accxirately reported, 

The difficulty with much organizational planning le that 
it starts x^th people and builds around them, instead of 
beginning, as is proper and logical, with plans for the 
best possible organization to accomplish the enterprise 
objectives and then making necessary modifications for the 
hisaan factor. Organizations must obviously operate with 
people, Cut an organization built around available 
personnel, with the shortcomings and lack of suitability of 
oome memborc, ceui hardly reflect scientific grouping of 
activities and logical allocations of authority. , , , 
tscontial to organisation planning, then. Is the search for 
an ideal form of organization to reflect the basic goals of 

the enterprise,* 

If, xdien structuring the formal organisotion, the ways 
in which people work are fully tok^ Into account, and Che 
informal organizations are given consideration, then the 
structure x/ill automatically be that most fitted to both the 
accomplishment of objectives and the satisfaction of personnel. 



^Newman, p, 140, ^Koontz and O’Donnell, p. 285, 
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It is obvious th«t not all eventualities can be planned for; 
neither can all individuals be irAde to fit the plan. The 
organization structure should be made sufficiently flexible 
within certain bounds to allow for exceptionally able people to 
perform at their maximum capacity. Koontz and O’Donnell have 
said: 



Despite objective application of principles and the 
formulation of ultimate organization plans without regard 
to persona available for staffing it, the organization 
roust, of course, bo modified for the human element. 
Organizations roust live. As such, they must necessarily 
take people into account. 1 

One of the roost difficult personnel probl^s is that of 
finding a place in the organization for the truly creative 
individuals who have little regard for the normal day»to»day 
functioning of the organisation, but who can moke positive 
contributions if given the proper stimulus. Of these, Levitt 
has said: 

There is tome evidence that the relatively rigid 
organization can build into its own structure certain 
flexibilities which would provide an organizational home 
for the creative but irresponsible individual. ^ 

In addition, Parofessor Marshall E. Diinock of New York 
University has contributed: 

Organization structures roust be gradually reshaped when 
necessary to accord with newly defined objectives and 
policies, to keep pace with social changes, and to allow 
the beat use of human talent. 

Top management should never hesitate to alter 
organization structures so as to make the best use of 



^ Ibid. . p. 286. 

^Levitt, itarvard business Review . May-June, 1963, p, 32. 
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outstanding talent vdierover it appears.^ 

The structuring of the organisation, then, must be rigid 
enough to achieve its objectives, yet flexible enough to bo 
modified as needed to meet changing requirccnents and to 
accossnodate exceptional managers when they become available. 

How can the planner strike the delicate balance between the 
rigidity and flexibility required? There is no simple solution; 
it is a basic problem that management faces. There is hope that 
it can be done with proper planning and study. 

The structuring of the organization must also recognize 
the need for clear understandable delegation of authority to 
those persons in management positions. The truly good ir.anagcr 
will respond to responsibility; he will welcome the 
opportunity to prove his capability to perform. Each manager 
must bo given an opportiinity to demonstrate his capability, and 
each must be allowed to receive the praise or blame that his 
managerial pcrformanco shows is due hLm. A good organization 
structure will pxrovlde for such clear delineation of authority 
and responsibility. It will make the most effective use of 
people and will allow thorn to be rewarded according to their 
performances . 



i^iershall £, Dimock, Administrative Vitality (Kew York; 
Harper and Brothers, 1959), pl'''T4^"" 



CHAPTER IV 



ORGANIZATION BY FUNCTIONS 

It was pointed out in Chapter 1 that all organizations 
exist for the accomplishment of some purpose or the attainment 
of some objective. It is therefore necessary in determining the 
structure of the organization to define the objectives, or 
purposes, and to direct the efforts of a pazrt, or parts, of the 
group toward the desired end results. This inevitably leads to 
departmentation or division of the work. In large organizations 
the work may be divided by the fimctlons to be performed, by the 
location in which the work is to be done, by the technical 
specialty of the workers, or by the product to be produced. 

Even in small organizations there is frequently a need to divide 
the work; some division is recognizable in so small a unit as a 
tiny proprietorship, where the ox^cr divides his time between 
making a product, advertising it, and selling it to his 
customers. As organizations grow in size, the distinction 
between the functions of various people or groups of people 
becomes greater, and these natural divisions should be recognized 
in the structuring of the basic organization. 

Albers comments on the functional planning of 
organization by saying: 



19 



20 



The functional theorist plans in terms of the functional 
requirements of the organizational objective. A functional 
design is impersonal In its genesis and reflects an attempt 
to construct an “ideal” structure. ^ 

Probably the first official recognition of the c'oncept 
of ‘'functionalization” was made by Fredericls K, Taylor in 1903, 
Taylor had introduced functional foreoanshlp in the Midvale Steel 
Company in the 1880’ s. He recognized the futility of every 
supervisor being a jack-of-all-trades, and the necessity for 
concentration of effort in a single area in order that the full 
effect of technical specialization might be realized. Taylor 
wrote; 

Throughout the whole field of manageraent the military typo 
of organization should be abandoned, and what may bo called 
the "fvtnct Iona 1 type” should be substituted in its place. 
... if practicable the work of each roan in the management 
should be confined to the performance of a single leading 

function. 2 

Ralph C, i)avis also recognized the need for grouping 
together the various specialties under separate functional 
divisions. He says: 

Organization structure is a relationship between certain 
fuinctions, physical factors, and personnel. It is based 
on a grouping of functions in accordance with tholr similar 
characteristics and significances. It Is set up for the 
purpose of promoting cooperation and facilitating the 
effective exercise of executive leadership. ^ 

Later, discussing the need for fvinctional divisions In a business 



^Albers, p, 66, 

^Frederick Taylor, Shop Hanaxement (New York: Harper 

and Brothers, 1911), p, 99, 

^Ralph Currier Davis, The fundamentals of Top r^aiiasesnent 
(New York: Harper and BTOthers,'"T§’!>l), ~ 
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envirorcacnt in order that the objectives may be realized, Davis 
added: 

It is evident thiat the concept of businoss functions must be 
at least as broad as the concept of business objectives 
from which it is derived, A function therefore is any 
phase of the work of the orsanization that is necessary for 
the achiovoment of any proper or required organizational 
objective. It should be possible to distinguish it clearly 
from other phases of the organization's work. It should be 
separable from other such phases.^ 

^‘»odem businesses recognize a great many different 
functions. Ihe basic or "organic functions" have beon identified 
by a number of writers as; production, sales, and finance, I’o 
these have been added such functions as personnel, advertising, 
public relations, engineering, accounting, research, purchasing, 
and many others. The extent to which an organization is 
subdivided and tho importance given to each function will depend 
upon the typo of organization and the objectives or goals set 
for it. Clearly, there Is a need for a further definition of 
functions and objectives, and for a clarification of tho methods 
of structuring organizations by their functional specialties. 

This writer propoeos a method for functional structuring 
baaed upon the primary functions to bo performed. If 
organizations v;ith functional divisions are exarainod, It may be 
noted that a further grouping of functions is often possiblo. 

Such grouping is tho key to more effective structuring of 
organizations, since it makes possiblo a relatively simple 
relationship by placing the most elemental functions in a very 
few catogories, which tho writer defines as "irJTRXhSIC 



kbld, . p. 202. 




r 



22 



FUI^CTIOKS.” These Xi'^TEIWSIC FUfXTIOES are only five in number. 
They are recognizable and Identifiablo to some extent in any 
formal organization ond in most in forma j. organisation. 

The five IfiTRlKSIC FUNGI lOKS amy be defined as; 

DEC^^tOf^Xuiction 

This is the responsibility of the top nan in the unit. 

Ho may bo tlxe head of the corporation or command. He irwiy also be 
tho head of an office, dspartmojit , division, branch, or othor 
subordinate unit* Ho may havo the rosponsibility for directing 
the ontiro or:,sniZ3tlon, or he may only be responsible (to a 
superior level sui>ervisor) for accomplishing one of the related 
IKXRINSIC FUnCTIOHS or one of tho subordinate organic fxinctions, 
sviclz as sales, finance, production, etc. Hie is tlie DdCiSlOH 
function for his eleraent. His responsibilities include resolving 
conflicts between his subordinates, when necessary, and mklng 
tlie final decisions on courses of action, recoranendatiens , plans, 
end similar ^latters. He is the boss of his unit and has the 
responsibility for nialcins final decisions related to his 
organizational element. 

STAFF unction 

This Is an advisory function. It is perfotined by 
•'experts*' \dio advise the decision raaiciag authority. These 
OKperts may be technical spocia lists, or consultants, or simply 
experienced personnel who are there for the inirpose of "advising 
the boas.” Tho 3TA.FJ* Function may bo located at any point In 
the organiJiation; subordinate unit heads is»iy have tlieir staff 
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advisors. Those staffs, hovever, nuct bo clearly Identified as 
advisors, not as opetatins units with their own ov»eratins 
functions • 




This is the function for which tho orsanlzational elesnent 
exists. All other f’unctions should be subordinated to this 
"reason for being" and should serve its interests. The nature 
of this f^mction depends upon the basic objectives of tho 
organisation; for cxanplo, in a inanufacturing concern, the 
Production Department has the primary ACTluN Function; in a 
retail store. Sales is paramount and is thorefore the ACTlOh 
Function, There may bo one or more than one organic or 
subordlneto function within the framewotic of the intrinsic 
ACTIOh Fimction, Basically the ACTION Function le the most 
important function or group of functions required to accomplish 
tho primary pturposes of the organization. 




This is an intelligence operation; its responsibilities 
are the collection, evaluation, and dissemination of information. 
It serves tho DbCISIOb and ACTION authorltioo primarily, but 
may also provide infomatlon to others in the organization. 



SUPIX}RT Ft 



This is the administrative or "housekeeping" function. 
Its principal reason for existence is to relieve the other 
functional elements of routine administrative and maintenance 
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svattcrs* it is an assistance or service function to all of the 
other fxmctional eleoents, and is important to the organization 
for the resaeon that it gives the other elements the opportunity 
to do their assigned tasks vithout distractions and \?ith a 
minimur of interference . 

These* then, are the roost elmental functional groups. 
They may occur at any level in tho laanageancnt structure. They 
laay Include one or a number of osrgaaic or subordinate functional 
elenKsnts. iach of tho organic functions that Is required in an 
orsanisation roust be located in one of tho IRTRlhSlC fUhCTiOh 
olenents. The clear dolinoatlon of functloml responsibilities 
and the placing of each functional eleasent under ono of the 
INTR.INS1C fdi*CT10r»S x^ill serve to clarify the purpose and 
objectives of all organizational elements. 

These mTrtlNSlC FD?*CT10iNS are represented in their 
sirs? lest forvo in tho bl.ock diagraro of Figure 1, Hero nay be 
seen their relationships with each other, it should be noted 
that all or parts of these HITRiriSIC FUNCTIONS may occur at still 
lower lcvols--tho SUi'IORT elesnont may contain an ACTION and an 
IRPORMATIO? unit, for example. There are, however, no other 
INTRINSIC Fin<CTIONS, and these five encompass all functions that 
any organization may be required to perform. 

Figure 1 is drawn in tho rsaimer commonly used for 
presenting organizations in chart form. Although this form has 
come into almost universal usage, it carmot portray accurately 
tho true relationships of organizations; it appears to limit 
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the conacuntcations and interrelationships to those lines drawn 
as connectins linos on the cliart. Thus it appears to restrict 
operations between unite, for exarnpl®, to tho line up to tlio 
superior and back doxjn to the other tmits. This is not true in 
actual operations. Just as the i^£CISIOK function receives 
advice and cssistanco from his subordinate unit heads, so also do 
they advise and assist each others; their subordinate units 
freely conraunicate across the orsanitation without recourse to 
tho "chain of conraend" shown fay tiio dlagrasis. trobabiy a laor® 
accurate representation of the true relationship is that shown 
on the chart of Figure 2, however, in view of the difficulty of 
represmtin^ complex organizations in the form of Figure 2, the 
normal method of orgemization charting will bo used throughout 
this paper, and the operating rolationships of Figure 2 x^’lll be 
assvxaed throughout. 

Figure 3 depicts a typical small concern viiich 
manufactures and sells a consumer product. Here the structuring 
shows not only tlio WXrvliHb 1C FUbCTlOi^S, but also their contained 
organic or subordix;at© functions. The further broakdovm of each 
function Into its subordinate units depends upon the size end 
complexity of tho concern; in this instance only the Production 
function is carried to lo\vor levels for purposes of illustration. 

To show the versatility of this concept, a purely 
military or<:,anization la structured in a functional manner in 
Figtixrc 4, A good cjtample of a pure military organization in the 
iJavy is a typical general pxirposo Destroyer, Its principal 
mission is the use of its guns, rodeets, torpedoes, and depth 
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charseo; therefore, the ACTIOII function is properly placed in 
the Gunnery i>e?artniQnt , The D„ClSIOh function unquestionably 
lies with tho Ooasaandins ufficor. Tho GIAl*? ftmctlon is 
r.osnaally performed by the Executive Officor, Navigator, Medical 
Officer, and others ’..-ho provide advice and technical ©xporttso 
to tho Cosmandins Officer. Ihe lliiOrJliiTiOh function rests 
primarily with tho Operations L-opertment v;ith its Combat 
Information Center euid sensors, such as Sonar, Radar, and Radio, 
for s*therinft and eva lusting data. The SUPi-'ORT function is 
performed by tho Supply Gcportacat, Lxigtneering Department, 
Personnel Office, and others, 

it should be amphasiced that a ship»s organization is not 
normally siiown in this manner; yet it may be so arranged by 
logical interpretation of tho responsibilities of its eleoents. 
Such an arrangeiaent facilitates tho dolineotion of duties, 
rosponsibilitios, and authorities, GLmilarly, any organization 
joay bo so structured to clarify and simplify its functional 
divisions. 

This basic structuring method is potentially one of tho 
most important clomonts in stroamlinlng organizational structures. 
This is a starting point— a way in which to draw together the 
divers© olcroents of even the most complex organisation. By this 
simple device the iJurposos of any organization may be examined 
and the different tmits put In proper perspective, ?vhlle it Is 
true that a large organization structured by this method can 
bocooe quite comp lent, it has, at least, the five Il^XKlMSiC 
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FU{?CTiOns throushout; these serve to tie together the lesser 

functions and tiic divisions into wori^able, understandable 

relationships. Lach different organization which is structured 

will havo a different fxinctionel diagrans because of the diverse 

objectives and goals. They will all have in cormson, howavor, 

the five ifiT*«l«SlC FUi.CTIOl^S. Those are the basis for creation 

of order, Levitt has said: 

A conpeny cannot fxinction as an anarchy, it must be 
organized, it oust bo routinized, it must be planned in 
somo way in the various stages of its operations,^ 

In an attempt to overcome tho difficulties of poorly 
organised xmits, businesses sometimes organize ‘•independent 
Subcidiarieo" or “Autonomous Divisions” to accomplish functions 
for which their existing organizations do not seem to be 
appropriate, governmental organizations, similarly, tend to 
organize “Task Forces” or "Special irojcct Offices" to accomplish 
important tasks vdiich seoraingly cannot be handled by tho exlstins 
organisations. These, however, are not really workable solutions 
to the basic problem; they are admissions that existing 
organizations are Coo unwieldy to do the job effectively. They 
not only do not correct the basic organizational ills, but they 
may actually add to the organizational problems, since a 
proliferation of "special" units eventually reduces all to a 
"routine" catogory. 

There is, ho^/ever, one important development that should 
be considered when structuring organizations. This is the 

1 Levitt, Harvard business /Review , .May- Juno, 1963, p, 82, 
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rapidly devc loping practice of using "Progran .•T^nagers” or 
"Project -anasers*' to handle cpeclflc projects which., because of 
their cost, complexity, or ir-portancv, require cpccial jcanagacvent 
attention over azid above that which would normally be given. 

These projects usually require tho close attention of a nuniber 
of different elements in an ersaniration and thoir execution 
requires tho cutting across of noruially established organisation 
bounds , 

'•jny of these Project ilansgora are located in existing 
orsanisatton structures at the Staff level, even though their 
functioning is not that of a normal staff, Tho prlT^ary purpose 
of such location seocis to bo so that "the boss can know what is 
going on at all times, " or to give added status so that there 
can be no question about the importance of the project. Such 
location in the organization structure places tho Project Manager 
outside of his nomal operating environment and violates tii® 
proper advisory functioning of staff elements. This location siay 
actually detract from tho effectiveness of tho Projoct ^^aKaser 
because it resaovos him from tho line organization where the w'ork 
is perfome<l, 

* reject tAnager elements are important to an 
organization and they can operate effectively If given a proper 
location in a good organization structure. They are, by 
do f ini t ion, ACTICi; functions and should be located In the ACTION 
portion of the organization. There they arc no less accessible 
to the top nMtnagers and may actually be better placed to work 
with the operating elements of the organization. They will 
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receive there the full line ornphesiB; also they have access to 
all of the lino relationships that are norcailly denied to tho 
staff* Ibo position in tho operating ACT10?5 element seesns to b© 
a logical location for these special elements and should be used 
instead of the Staff location. 

Thus, structuring an organization is a combination of 
logic and the application of oxrdcrly policies, procedures, and 
routines. Use of the five IKTRITjSIC FUiJCTIOJ^S can be most 
useful to organization structuring and can form an important 
basis for good planning. Tfao use of those IKTiUKSIC FUNCTIONS 
is the basis for this paper; th<qr will be considered whenever 
an ojrganizatlon is formed or modified, and it ie their use which 
provides the guidelines for streamlining organization structures. 
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CilAiTEK V 



LIiJE AiID STAFF 

One of the most ovorvorked and overemphasized rescralnta 
placed upon mnagement theory is that of the “Lino vs. Staff 
Relationship.'* To this writer the line/ staff concept appear® to 
bo a largely artificial and unnecessary problotv of organization. 
If kept in the proper perspective, as described In Chapter IV, 
tho line/staff relationship should introduce no problems. 

It is generally conceded that the lino consnands and the 
staff advises, ihiis is true, but it is also true that the line 
advises and the staff comnands. Lino command extends only to 
subordinate lino units and does not include \mits under other 
line managers at tho sam© level. Similarly, a staff unit is 
commanded by its staff executive in the same limited fashion. 
Thus tho belief that the hard and fast rule of line command 
and staff advice must hold in every case is both faulty and 
superficial. 

In a proper organization structure the line/staff 
relatioashtp must be specified and the dogroe of tholr 
specialization in their functions must be made quite clear. In 
tho simple structure of Figure i the IRTHlhSlC FUKCTIOHS may be 
idontified as "basically line" or '’basically staff.” in this 
st3TUCture, as in most properly designed structures, the STAFF 
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function is intended to bo only an advisory ono* It should b@ 
noted that it is norr.ally a very snvall o lament— a fow individuals 
who are specialists in fields required by the top manaser, if 
it were necessary to have a large staff organization wherein the 
staff ca-saandcr would ©Kerciso line- typo command rosponsibilitios 
in his staff oloaent, it would be more effective to locate the 
unit in a true line category— in either the ACTION function, th© 
IKFORhATlON function, or the SUPPORT function. 

The line elements of Figure 1 aro readily identifiable 
as true lino units in the structure, but they are, in truth, 
staff imits as well, since they also act in an advisory capacity. 
This my be, in fact, ono of their most important duties— to 
advise the bEClSIO-’l element on matters related to their 
individual functions. 

To complicate the confused picture of line/staff theory, 
it should b© noted that most staff officials can and do exercise 
conraand ftmetions over the line authorities. While this is 
strictly forbiddeai in most theoretical concepts of llne/staff 
relationships, it is acknowledged that the delegated ^tovfer from 
the top official to his staff may be expressed or may only be 
Implied. Yet through this device the staff c^orclsoe coiamand 
over lino functions. Similarly, lino elmonts do in actuality 
exercloo command over other line elemeisnts which are not in thoix' 
own subordinate line- or chaln-of- command. Her© again it Is the 
implied delegation of authority in specific cases from the top 
csxocutivo that rests with th© line conn^ndcr. In both Instances 
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orsanization results in staff and lino assumption of 
formally denied authority. This gets the job done in the laost 
expeditious manner— why not recogniz© it as a formal means of 
exercising authority and do away t^lth the old outdated lino/staff 
concepts? 

To keep the basic undcrstandiiig of line and staff is 

still useful, however, as kooatz and O'Donnell point out: 

The distinction seems important, however, as a way of 
organl 2 :ational life. The superior and the subordinate 
alike raust know whether he is acting in a staff or a lino 
capacity. If acting in a staff relationship, on© must 
realize that his Job is to advise and not comand, that his 
task is to sell and not tell, and that his line superior 
must assume the resiJonsibility for making the decisions 
and issuing the instructions through the scalar chain 
below hin.^ 

In most discussions of lino/staff relationships, it is 
Indicated that these terms and concepts v?ere originally received 
from the military. The military coasnand lino and the military 
staff wore clear and distinct relationships, *-ven this, however, 
has changed, rjiny military organisations have large staffs 
^ich have outgrovm their nominal staff functions and might 
bettor be given a lino status. Ihcy would still bo called upon 
os advisors to the top executive but thoir true line operating 
function would be better recognized. As an example, when the 
functions of Supply (or Intolligenco, tcrsonnel, etc.) become so 
large that the Staff Officer responsible must himself develop a 
largo organization to perform than, it Is no longer proporly just 
an advisojry oiArr function, but an operating line element of the 



^Koontz and O'Donnell, p, 141, 
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organization* 

i^^any businesses today, as veil as roany inilitary and 
governmental organizations, have failed to keep up with the 
times in this important staff/Lina concept. Xhoir staffs have 
become large and unv/ieldy; they take up more time of the chief 
executive tbian do his primary relationships with his line 
executives. As a case in point, the Controller in many 
organizations is a nominal staff function. Yet the Controller 
function embooies not only the treasurer and accovmting elements, 
but also the planning and control eicbtents that have become so 
important in both business and government. He, as the central 
coordinating executive for financial planning and financial 
controls, can provide information to all elements which will 
greatly assist their planning and controlling. The Controller 
should be recognized as the line executive he is and should be 
placed under the ihrurj-iAlXOit function where he and his 
organization belong. 

Ihis foct, that the Controller can best serve the whole 

organization as an operating line executive, rather than as an 

advisory SiArt function to the top executive, has been recognized 

by a number of modem theorists, tlx. Brink, for example, says: 

The controller is not, as might be literally implied from 
his title, the one 'tdio controls. Rather, he provides the 
analysis which assists management at all levels to manage 
most efficiently and, in addition, he participates as a 
member of management in the actual management action 
program.^ 

1 Victor £,rink, *’xhe Controller’s Manegaaent hole," 

The Controller . September, 1960, p. 451, 
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In a discussion of the need for effective communications 

between the Controller (the measurer of organizational 

performance) and the rest of the working organization (the doers 

of the organization), Kr. Douglas Hamilton points up the need 

for a closer relationship than would exist between a purely 

staff element and one in the line: 

Business has become too complicated for such a lack of 
communication to exist between those who do and those who 
measure. Management must have balanced evaluation of 
results; the doers need the perspective, objectivity, and 
techniques of the measurers; measurers must understand the 
physical problems being met in order to design and maintain 
measurement assistance \idiich will meet the needs of 
management and the doers. This forces a closer 
relationship. ^ 

Mr. Hamilton speaks up for tho need for a good Controller to be 

at an operating level which allows him free access to all 

elements of the organization— a relationship which may be denied 

to him if his is strictly a STAFF function. 

The controller* s responsibility crosses all lines of the 
business. There is no area, therefore, into which his 
aggressive curiosity may not properly lead him. 2 

Above all, the line/staff relationship biigaboo should 
be forgotten as a problem. The staff personnel should function 
primarily as personal advisors to the DLCISlOH function and the 
line elements, including the Controller, should give primaty 
attention to those line operating functions for v?hich they exist. 



^Douglas L. Hamilton, "The Changing Hole of the 
Controller," The Journal of Accountancy . January, 1960, p. 53. 

^lfejL4s.» P* 53. 



PART H 



APPLICATIOK OF GOtNCEPTS TO THE 
U.S, hAVY BUREAU OF SHIPS 



CHAPTER VI 



RESTRUCTURING ORGANIZATIONS 

Is there any need for restructuring laodem military 

organizations? Most mesmbors of those organizations will reply, 

”No,” and will cite effective performance in tho past as 

justification for continuing with the present structures. Their 

natural resistance to change will possibly override all argiuaents 

for changing present structures. One modem writer, however. 

Professor Suojanea, formerly of the School of Business 

Administration, University of California, who has had some 

nineteen years of military service, thinks that major realignment 

is necessary to meet the demands of modem warfare, K© says: 

Kow do we reconcile the fact that the military has 
succeeded in dove loping an executive organization for 
tactical (action) situations but so far has not yet been 
able to structure itself for the administrative 
requirements of modem warfare? The more one analyzes the 
question, the more one is impressed by the failure of our 
military departments to establish a philosophy and structure 
adequate for a military posture of watching and waiting,* 

In Part 1 have been set forth what are considered to be 
useful portions of the theories, concepts, and principles on 
structuring organizations. From these have been distilled a few 
basic guidelines for simplifying and streamlining the structure 
of any organization; and examples have been shown of the 

^Walno W, Suojanen, "Is Military Organization Really 
Better?," Advanced Management , September, 1958, p, 10* 
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application of these guidelines to simple organizations, both 
military and civilian. If the principles are valid and if the 
guidelines may be used to establish a sound structure for any 
organization, new or old, they rmst be applicable to a large, 
complex organization. It srust be shown whether these principles 
can be applied to existing large orgcmizations to modify, 
simplify, end streamline the organization for better manag®uent 
and for more effective, efficient organizations w^tch will help 
their personnel to do their jobs better. 

The writer has selected as a typical large military/civil 
sorvico organization— the United States Navy Bureau of Ships, 
located in Washington, D.C. The question of the ability of any 
analyst to cover adequately an organization of this size may be 
raised. How veil does ho know the organization? How intimately 
is he associated with the personnel, the policies, the politics, 
and the background that led to the present organizational 
structure? khat are the prejudices and biases of the analyst? 

In this case the x#riter is not In the basic organisation 
to be c:^ami:;cd; ho has not served in that organization in the 
past; an.vi he is relatively unaware of the persona lity/po lit leal 
implications involved, he has no pre-formed biases except that 
this is a typical large, complex organization with many of the 
problems that are a part of any such complex structure. The lack 
of personal knowledge Is believed to be an edvantago# sine© it 
allows a detached, “ivory tower” look at the structure, and a 
comparison of actual structure with management concepts which 
relate to good structure. No attempt will be made to consider 
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personalities, although it is recognized that they must be taken 
into account when nsodifytng or restructuiring any organization* 

As pointed out in Chapter III, in structuring an orsanisation, 
the proper structure by functions should be set as the ideal and 
minor adjustments to occoamodate porsoitnel then iiade for naximun 
utilisation, it should be kept in ralnd that the restructuring 
proposed her© is only conceptual. It is not precise or exact, 
since more detailed knowledge of the present organization would 
be required for precise doscriptions of structure nodifications* 
Since this is a conceptual approach— Intended to show the 
applicability of restructuring concepts to an organization— it is 
based only on appairent factors; further study may reveal other 
factors which would change the applications ectrmvhaC, 



CHAPTER VII 



MISSION, FUNCTIONS, AND RESPONSIBILITIES 
OF THE BUREAU OF SHIPS 

The Bureau of Ships ^ras formed in 1940 by i*ubllc Law 
64^^, 76th Congress. This law consolidated into a single bureau 
the Bureau of Construction and Repair and the Bureau of 
Cnsineering, both of which go back to the beginning of tho bureau 
systCQ in 1842, when the Bureau of Construction, Equlfsnont, and 
Repair was created. 

Tho i;ur©au of Ships is responsible for, osaong other 



things: 

1. The design, pxrocurexicnt , construction, repair, and 
research pertaining theroto of vessels, amphibious craft 
and vohicles, boats, surface targets, barges, and service 
craft of the Navy, including all related matters not 
assigned to other bureaus or offices, and excluding service 
craft assigned for control to the Bureau of Yards and 
Docks. 1 

The core of the Bureau* s mission is the design, 
construction, and maintenance of tlic ships of the fleet, and the 
present organization is a functional one whicli reflects the 
departnontation necessary for accomplishiacnt of the mission and 
related assignments. The Administrative Manual sets forth the 



^U.S., Department of the Kavy, Navy Regulations 
(Rashtngton, D.C.: Government Printing Office, 1948), Chapter 

4, Section 0445, 
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bAsic struccurlng concepts: 

1. The organizstlonal structure of the Bureau as reflected 
In this Mantial is grouped primarily on the basis of 
functions performed to reflect and facilitate th® 
accomplishment of our mission. This mission, broadly 
epeai:ing, is to design, procure, construct, repair, and do 
research peirtaining to ships of the Havy. Function is used 
as the basic principle of organization, rather than product, 
since the Bureau's operations are fuiid^entally concerned 
with the application of englnoerins and technical knowledge. 



3, The Buresau of Ships is organized in eight functional 
areas under the direction of six Assistant Chiefs, a 
Director of Contracts, and a Comptroller, The Chief of 
the Bureau delegates to each Assistant Chief, to the 
Director of Contracts, and to the Comptroller full authority 
and responsibility for the work of his assigned functional 
area, subject only to choir discretion with respect to 
questions which they should sulxnit to the Chief or Deputy 
Chief of the Bureau for decision or further instructions.^ 

The present functional assignments of the Bureau are at 



follows : 

STAFF ; 

Assistant Chief of Bureau for Flans and Administration, Code 200, 
Achsinlstratlve support of Bureau headquarters. 

Director of Contracts, Code 1700, 

Contracting for the purchase of ships, equii^nent, and 
services. 

Comptroller, Code 2700, 

Developing* coordinating, and administering the Bureau's 
overall financial management program. 

Special Staff Assistants, Codes 103, 104, 108, 109, 110, 120, 

150, 170, 199, 

Assistance and advice on specific matters. 



^U,S., Department of the i^avy, Administrative Manual of 
The Bureau of Ships (Washington, D.C, s bixre&u of ships, 1965), 
Foreword, p. 1, 
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LINE CR OFEPvATir'tG : 

Assiscant Qiief of bureau for Researcii and Develojxnent, Ck>de 300, 
Establishment and adralnistration of the Bureau's overall 
Research, Oevoloptaent, Test and Evaluation Program. 

Assistant Chief of Bureau for Design, Chipbuilding, end fleet 
^iaintenance, Cod® 400, 

Producing the overall ship design from which a net? ship 
is built or on existing ship is modified. 
Administering the shipbuilding and ship maintenance 

programs and coordinating the technical aspects of 
ship construction and maintesnance. 

Assistant Chief of Bureau for Technical Logistics, Code 600, 
Enginoesring, development and design, production, and 
»alntenance of the components, oqutixr.onts, and 
equipoient systems installed In naval ships or which 
are used In shipbuilding or Fleet support, 

LOi^istic support of these components, equiipmcnts, and 
equipment systems. 

Assistant Chief of Bureau for field Activities and Inspector 
General, Code 700, 

General management control of the Bvireau's field 
activities. 

Review and appraisal of tho organisation and operation 
of the entire Bureau. 

Assistant Chief of Bureau for Ruclear Propulsion, Code 1500, 
Devolopraent , design, procurement, production, 

Installation, testing, and operational evaluation 
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of new type nuclear propulsion plants and the 
enginosrlns, procurement, installation, alteration, 
and maintenance of shipboard nuclear reactor plants. 

These functions are shown as presently structured on the 
block diastam of Figure 5. There are at present some 3200 
civilians and 220 military officers assigned to the Bureau of 
Ships. 

The Bureau of Ships has the reputation of being a 
conservative, slow* to- react organization. Its defendezrs point 
with pride to the past performance in producing and maintaining 
an excellent array of modem, well designed and constructed, and 
well equipped ships for the world* s finest Navy, its critics 
agree that tho end products are generally good, but they 
question the seeciingly esxcessive effort invo lvod*-the time, cost, 
and manpower required, and the inability to adjust rapidly to 
changing conditions. Perhaps there is some truth in both 
viewpoints. If so, some of the blame may be laid to the 
complexity of the structure of the Bureau and to tho diffuse 
relationships which exist. If this is true, then it should be 
possible to simplify and make more straightforward the Bureau* s 
operating relationships. There is, in the use of the II^TEXSSIC 
FUNCTIONS, a method for restructuring for tho purpose of roaltins 
the relationships as simple as possible, and, in the process, 
realizing more effective use of the manpower of the Bureau of 
Ships, Perhaps this is oversimplification. If it is, then it 
is so because oversimplification is considered to be preferable 
to increasing complexity and confusion. 
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first, an exactlnatlon of the true mission of the Bureau 
is in order. Probably the most Important responsibility of the 
Bureau of Ships Is that of design — the design of ships and their 
components for the Navy, Closely relatc»l are the planning for 
building, modifying, and maintaining the Kavy* s ships, and the 
directing of research and dovelopm^t work. Finally, the Bureau 
must procure the new ships and the components and equipraont® 
required. 

t^o mention has been made of th© two important functions 
of construction and repair of the Kavy's ships. The Bureau of 
Ship®, as such, does not construct or repair ships. It does, 
however, plan for and control such work; through its field 
activities and commercial concerns it manages and directs the 
construction and repair work. Therefore, the Bureau has as one 
of its major reaponaibilitles the management control of the 
construction end repair of the ships of the Kavy. 

Tlie mission of the oureau of Ships, then, encompasses 
the following functions; 

1. Planning for building, modifying, and 

maintaining the ships and craft of the Mavy. 

2. Designing ships and their components and 

equipments. 

3. Directing EDT&E related to Navy ships and 

equipments. 

4. Procurciaent of ships, components, and 

equipments. 
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5, Managing th© construction and repair of the 
Navy*s ships. 

Tho Dillon Report of 1962 provided a cotnprehensivo review 

of th© nsanagcir.ent processes and structures of the Departaont of 

the flavy, Anong other things, it made recommendations for the 

modification of tho structure of tho Mavy Departisent to include 

a Chief of haval Support to eupezrvise the work of the four 

material bureaus, including the Bureau of Ships, These 

recomraendations, however, would not materially alter tho 

character of the Bureau of Ships. The Report says: 

The Bureau of Ships should bo the primary technical bureau 
of tha Kavy and of the Naval Support i:.stablishment conceimed 
with ships and related equipKsent.* 

it recosrsends Che reassignment of certain functions and missions 

among the bureaus, but nothing which would seriously affect the 

structure or missions stated above. There would be some 

modifications to th© present structure as a result of tho Dillon 

Report recoGraendationo, and theso must be taken Into account 

when discussing further structural changes. In speaking of Che 

rocomraended modifications, tho Report says: 

The resultant streamlining of tho structure and staff of 
the Bureau of Ships will permit the undivided attention of 
its Chief Coward providing leadership end direction to the 
effective performance of his specialized technical functions 
of research, development and design, procurement, 
production, and maintenance of ships and related equipnent 



^U.S,, Department of tho Kavy, Review of Fmnai?.€menC of 
tho Department of the i->ayv^ HAVBXOS 
Department of the Navy, 1962), P# 14^* 



50 



in accoaipliehment of projects assigned to hi® by the Chief 
of fiaval Support,* 

Ail of the foregoing leads to the indication that 
reatructuring of the Bureau of Ships could be helpful. This 
writer believes that the restructuring should go beyond the 
recommendations of the Pi lion Report, and tiiat the internal 
Btructiire of the Bureau should bo altered to place in proper 
poropoctivo the missions and functions assigned. 

In proposing a new structure of organization for the 
Bureau of Ships, the IMRlhSIC FURCTlCiiS approach will be used. 
This provides the following breakdovm of missions and functional 

DKClSlOn FUMCTIOb 

Chief of the Bureau 
Deputy Chief of the Euresau 
STAFF FUr.CTIuJ< 

Special Advisory Assistants 
actio;. FUbciioK 
Design 

Managoraesnt of Shipbuilding and Repair 

Research and Development 
Planning and budgeting 
Controlling 
Inspection 



^ Ibid. , p, 147 
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ASSlSXAfjCE FUA.CTlOrt 
cVoeuroraent 
Logistics 
Administration 

Those IHXRiriSXC FUKCXIONS and their related elomonts in 
the present Bureau of Ships organization are shown 
diagracxsaticaily in Figure 6. tach one of the elements vlll be 
examined individxially* 
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CHAPTER VIII 



THE CHIEF OF THE BUREAU 

Tho Chief of the Bureau of Ships is the chief eKOCutive 
of that Bureau, with full authority and responsibility for 
exeeation of the duties assignod, K© is, under present 
directives, responsible to the Secretary of the Navy for the 
execution of tho duties and responsibilities assigned to BUSHIPS 
by Chapter 4 of J.S, havy FvOgulations, end such other 
responsibilities as are assigned by the Secretary of tho Kavy, 
or delegated by the Chief of Raval Operations and other cosipetent 
authority; future responsibility will bo to the Chief of Kaval 
Support (Chief of baval Material) as reconnjonded by the Dillon 
Report. 

In addition to tho direct supervision of the functional 
line and staff elements shown on Figxire 5, tho Chief of tho 
Bureau of Ships has a large personal staff to assist him in his 
duties, Tho total office of the Chief consists of approximately 
eleven officers, thirty professional and technical civilians, 
and twenty-five clerical, secretarial, and support personnel, 

Tho special staff assistants to the Chief of the Bxireau aro; 

.special Assistant for Surface Missile Ships, 

Coda 103, 

Special Assistant and Administrative Aide, Code 104. 
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Supervisor of Salvage, Code 108, 

Small Eusineas Specialist, Code 109, 

Aaaistant for Legislation and Special Matters, 

Code 110, 

Office of Military Personnel, Cod® 120. 

Office of Counsel, Code 150, 

Office of Patent Counsel, Code 170, 

Hatch Officer, Code 199, 

These nine subordinates, plus the Deputy Chief and heads 
of the eight functional elements of the Bureau organisation, give 
to the Chief of bUsHli's* a total of eighteen subordlnatea over 
vhom he must exercise direct control. This »paii-of-control is 
considered to be too great for effective nanagoment, as discussed 
in connection with the span-of-contirol concepts of Sir Ian 
Hamilton, in Chapter II, Hamilton's conclusions were that a span 
of three subordinates would keep an csxecutive fairly busy, while 
six would require about a ten-hour day. His principle 
rccomracnds that; 

The nearer we approach the suprcaao head of the whole 
organization, tha more we ought to vrork towards groups of 
throe; the closer we get to the foot of the whole , 
organization, the more wo work towards groups of six,* 

Quite the reverse is true in the bureau of Ships, where 
the iiurcau Chief has etghtc€:n subordinates and some Division 
Chiefs have only tiTO, While ilamilton's conclusions r?iay bo 
slightly In error in the light of modem manas<anent techniques 






^Hamilton, p, 230 
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and procedures, the basic idea that an executive should not be 

’’spread too thin” is still valid, f'tore recent theorists have 

researched the pTOblcm of span-of-roanagement in the stodem 

business world, with so3:iewhat the sazno general conclusions. 

Xho American Management Association surveyed 141 companies 
to obtain informtion about actual industrial spans. • . * 
Data wore obtained from 100 largo concerns (over 5,000 
employees) and forty-one rnediun-oisod firms (500 to 5,000 
employees). . • . The median for the 100 large 
organizations surveyed was bett/eon eight and nine; for 
the forty-one medium-sized concerns, between six end seven. 
The data on actual spans warii against any dosEiatlc 
conclusion as to numbers , There is no general rule that 
can be used to determine the proper span for particular 
situations. Spans should probably be smaller at higher 
levels than at the first- lino supervisory level, 3^ 

The conclusion Is inoacapablo that the Chief of BUSHIFS 
is attempting to operate with a span-of-r.ianagcsmont which is 
too groat for the top cxecut5-ve level of an organization, it 
might bo that the operation of this level of the bureau is not 
as described in the formal organization; perhaps an informal 
organization has developed to solve the problem. In either 
event, for maximum effectiveness, changes should be made to 
reduce the total span-of-management and/or to show in the formal 
organization the manner In which the organization actually 
performs. 



The first stops toward reducing the Chief’s opan-of- 



Bianagement are to examine the functions of the Special Assistants 
and others on his present staff . It appears ttiat some of these 
are not true STAFF officers, in the sense of the discussions of 



3^Albers, p, 72 
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Chapter IV, Scsao appear to have purely coordination and liaison 
aecignnents that nlglit better appear in other parts of the 
organization. A close oxaniination of each is necessary to 
determine its truo ftaiction and proper location in the structure. 

Special Assistant for Surface Hiosile Ships. Codo 103 . 

This assistant functions principally as advisor on 
weapons dovolopment, installation, and test ir.attcrs in connection 
with surface nissilo ships, and as a coordinator between the 
building px*ogran and the developsaont program, Uhile the fxinctlon 
is an important advisory one, it probably should not be located 
at the top office of the organization, but should be a part of 
the staff of the raoro directly concomod Assistant Chief for 
Design, Shipbuilding, and fleet f-iaintonance. 

Special Assistant and Adninistrative Aide. Code 104 . 

This la a nocesaary administrative function for tho 
chief executive and should be retained. 

Supervisor of Salvage. Code 103 . 

This is largely an operating and supervisory function, 
rather than an advisory ono. It should bo locatcsd in the ©Icsaent 
which is closely asoociatod with tho Fleet and its work— the 
Assistant vhief for Design, Shipbuilding, and Fleet Kaintenancs. 

Saiall Business Specialist. Code X09 . 

This is a planning* coordinating, and public relations 
function. It should be novod to the office of the Director of 
Contracts, 
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Aggistgnt for Legislation and Speci.al Matters. Code XIO . 

Since this is an inportont advisory end assistance 
ftinction, related to the Chief’s responsibilities for 
Congressional liaison and public information, it should be 
retainod in his imoiediato office. 

Office of Military Personnel. Code 120 . 

This is a purely administrative function; it should 
be moved to tho office of the Assistant Chief for Plans and 
Administration. 

Office of Counsel. Code 150: Patent Coxmsel. Code 170 . 

These are puzroly assietance functions, not only to the 
Chief, but to tho other olomonts of tho Bureau as well. Sinco 
their services are prliaarily administrative in nature, they 
should be relocated to tho Assistant Chief for Plans and 
Administration. 

This officer ftmetions as the representative of tho 
Chief of the Buroau during non-working hours. The function 
should bo retainod as part of the Chief’s office. 

The present structure of the Bureau, shown on Figure 4, 
also treats the Assistant Chief for Plans and Adninistration, 
the Director of Contracts, and tho Comptroller as STAFF units. 
Those are xiot true STAFF functions, as set forth in Chapter XV, 
but are line or operating ©lotnents of the organization, with 
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responsibilities to other units of the Bureau as well as to tho 
Chief. They should not be shown as STAPF elements, nor treated 
as such, but should be realigned as line operating units iinder 
the INTKlhSlC FUilCXlCNS, as shown in Figure 6. 

Ihe proposod arrangencnt of fmictions now appears as 
shown in Figure 7, and it can bo seen that the span-of-r.'anag(Knent 
of tho Chief has been reduced from eighteen to tv/elve, Tlais 
number, while smaller than previously, is still somevrhat high, 
and consideration should be given to inserting an additional 
layer of management to group all operating functions under three 
INTRINSIC FUiiCTIONS. Such an arrangement, which reduces the 
Chief’s s pan- 0 f-manag<sncnt to seven, could be made as shown in 
Figure 8; however, it has the disadvantage of inserting an 
additional supervisory layer. The trade-off between additional 
layers of management and more effective span-of-management is 
one which must alw’ays be weighed. Further study of the other 
elements of the Bureau organization is necessary before this 
probiera can be finally decided; however, it will be used 
tentatively as the structure of the Bureau is further modified 
and streamlined. 

Before proceeding further some mention should be made of 
the Project Kanageoent concepts which arc growing in popularity. 
As pointed out in Chapter IV, there is a definite need for 
Project Management for those special projects which meet certain 
criteria. 
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Fig. 8 . >-~Tontat ivc Restructuring for tVi-,^ Bureau of Ship 
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The Dillon Report says: 

The bureau organization, with its autonomous characteristics, 
is not readily adaptable to major-syst^ project meinageraent 
when more than one bureau must bo involved, inter- bureau 
material management problems Imve sometimes led to 
incompatibility of companion equipments and late delivery 
of weapons and ships. ... For each major weapons system 
in development and production, it is ossontlal that there 
be one individual who can be hold fully accountable to the 
Department’s leaders for results.^ 

Later in the Report further clarification is added: 

(b) Project Managanont, “Project Managesnent*' is 
intensified system management. Intensified through both 
organizational means and procedural means. It will be 
the principal tool of the Chief of Naval Support for 
assuring effective systems management of major weapons 
systems and equipments. Organizationally, a single project 
manager would be appointed, responsible only to the Chief 
of Naval Support, and assisted by a full time staff. 
Physically, the project manager could be at either bureau 
level or at the Chief of Naval Supp>ort level. Within 
well-defined boundaries of time, resources, and performance 
requirements, the project manager would have complete 
authority over the conduct of his project. Special 
procedures would be installed to make this authority 
meaningful. Among these would be complete fund control 
and special reporting systems and other management tools. ^ 

It goes without saying that, given the “full time staff," 
the “complete authority," and the “special procedures" mentioned 
In the above Report, almost any project manager could be 
effective, regardless of his position in the organization. The 
question is: How many such full time staffs, complete 

authorities, and special procedures can any organization support 
without doing harm to all other functions which must be 



^ Review of Management of the Department of the Kavy. 
KAVEXOS P-2426 a . pp. 8 and 9^ 

^ Ibid. . p. 74. 
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performed? Without considerable thought, the Project Management 
technique can lead to greater difficulties for the entire 
organization. 

There is, hot^ver, a method whereby the Project 
Management of a selected few important projects can be handled 
within the organization structure of Figure 8 without disrupting 
the effectiveness of the whole organization. This method is 
explained in Chapter IV; essentially it consists of removing 
the Project Managers from the STAFF position to which they are 
usually assigned and placing th«n in the appropriate ACTION 
functional element of the organization. Where of sufficient 
Importance, a separate ACTION function may be created especially 
for the project. For Project Managers at higher levels, such 
as those at the Chief of Naval Support level, counterpart 
Sub- Project Managers in the supporting bureaus, located at the 
appropriate position in the organization, would be required. 

Thus almost every ACTION element would have provision for a 
Project Manager, to be activated when required. These Project 
tianagers and Sub- Project Managers would be a part of the 
organization structure of the bureau In which they are located, 
but would have no other assigxmienCs than those concerned with 
their particular Projects. 

As an example of how this would have functioned in past 
projects, consider fitting a Project POLAKIS into the 
organization of Figure 8. Because of the size and Importance of 
POLARIS, the Project Manager would probably be placed directly 
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under Che ACTION function as an Aseietant Chief for Project 

POLARIS. Within his basic orsanization he v?ould have the 

required technical experts, design and planning specialists, and 

others required for planning, managoraejnt , and control of the 

Project, Within other elccnonts of the Bureau, and of other 

Bureaus, would be established Sub-Project Managers: Sub-Project 

Manager for POlAKIS Coinziunlcations, under Code 300; POLARIS 

Technical Logistics Sub- Project Manager, under Code 600; and 

similar components wherever required. It should be emphasised 

that such relationships uso the existing organizational 

structures (but not people) snd so create no major rearrangement 

problems. Once the procedure is established, additional Project 

Offices can be rapidly established (or disestablished) as 

required in the same manner, in the same structure locations, 

using Che sanv© administrative processes, and sometimes using the 

same people who have gained experience from previous projects. 

Thus there is established the capability for using the Project 

Management concept as a complement to the existing organization, 

not as a major distraction from the effectiveness of the 

established organization. This is important, since one 

recommendation of the Dillon Report says: 

Recommendation Ko, 27— That the Secretary of tho liavy direct 
the Chief of have I Support to apply project management to 
selected systesos and equipment projects,* 

If this recommendation is implemented, as appears likely, 
the Bureau of Ships will be faced with the necessity of providing 

Ubid, , p. 77. 
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a syateenatic approach to establishing Project Hsnageraont without 
cosjpletoly disrupting the overall organization. It can b® done 
effectively and efficiently with proper attention to orgatitization 
structure. 
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OiAPTSR IX 



ASSISTANT CHIEF FOR PLAHS AND ADMINISTRATION 

Tho mission of the Assistant Chief for Plans end 
Adciinistratlon is to ensure the edatnietrative support of Bureau 
headquarters and to pro\’ide other nsnasetnent assistance to the 
Bureau as aesigned. The oirsantsetion concicts of approximatejy 
two officers and 485 civiliana, of whom about fifty arc 
technicians, professionals, engineers, end scientists; and about 
435 arc administrative, clerical, secretarial, and support staff. 

Responsibilities include: preparing and coordinating 

the preparation of emergency plans for Bureau headquarters; 
exercising cupcrvlclon of the Bureau’s security program and 
providing policy advice and assistance on security programs at 
field activities; cdralnistcring tho Bureau’s support programs, 
sucli as the Library, publications, data processing, etc,; and 
administering the Bureau’s civilian personnel programs. 

The present organization diagram to the Division level 
is shoxjn in Figure 9. 

In restructuring this organization, consideration should 
be given to just what its principal functions are. Since the 
mission of this organisational eler.ent is to ensure 
adminlstrattve support, there is little doubt that it iias an 
overall SUPPORT mission to the whole organisation. Within this 
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Fig. 9.— Present Organization of the Assistant Chief for Plans and Administration. 
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SUPPORT «loment, the principal support is that of providing 
personnel and services to the Bureau; therefore, the 
Adstinistratlve Services Division, the Civilian Personnel 
Division, and the Military Personnel Division (relocated firoia 
the staff of the Chief of the Bureau) becotn© the ACTIOJJ functions 
to the Assistant Chief for Flans and Administration* Supporting 
these as the SUPPORT functions of the Assistant Chief are the 
Security Division and the Legal Division (which, as Office of 
Counsel, Code 150, and Office of Patent Counsel, Code 170, was 
previously located in the office of the Chief of the Bureau as a 
staff fxinction, but which is more logically placed in the line 
for operating support to the whole Bureau). The Emergency 
Planning Division, because of its planning functions, then 
becomes an INFORMATION function to the Assistant Chief, 

The advisory STAFF functions to the Assistant Chief for 
Plana and Administration should be rearranged somewhat. The 
Administrative Assistant remain* as a STAFF function, but the 
Top Secret Control Officer and Registered Publications Custodian 
are more logically located in the Security Division, where 
related security functions are performed and where the service 
is provided to tho whole Bureau, rather than simply STAFF 
advisory service to tho Assistant Chief, 

The proposed new structure is shown in Figure 10. it 
can be seen that the ilflRiJJSIC FUKCTICiiS are represented properly 
and that each organlEatlonal element is clear and distinct in 
both Its function and its responsibilities. The span*-of- 
manageo«it lo good and all of tho responsibilities of this 
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Fig. 10. — Restructured Organization for the Assistant Chief for Administration, 
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orsanizationel element arc ropreecnCad, 

One other minor chansc is necessary to make ciio titles 
truly representative. The Assistant Cai&i for Plans and 
Administration is changed to Assistant Chief for Administration, 
because the Plans fxinction is only a limited one of planning for 
mobilisation and for emergencies, not a true Bureau Planning 
function in the commonly accepted sense, but an administrative 
one with limited scope. 
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CHAFi'En X 



ASSISTANT CHIEF FOR RESEARCH AtsO DEVELOFMEHT 

The mission of the Assistant Chief for Research and 
Development is to ensure that the Bureau conducts a ivosoarch. 
Development, Test, end Evaluation program which is appropriate 
to and properly supports the mission of the Bureau. The 
organization consists of approxLmatoly tv;enty-five officers and 
ninety-five civilians, of whom about sixty are professionals 
and engineers or scientists, while about thirty-five are clerical, 
administrative, and support staff. 

Responsibilities Include planning and coordinating the 
Bureau's RDT&t. program; acting as the focal point in the Bureau 
for receipt, review, and distribution of information and 
documents relating to RDTAE program and budget fotmulation; 
establishing fields of endeavor and ajanaging program aspects of 
BUSHIPS laboratories; and coordinating RDT&E programs with 
industry, other services, and other offices and bureaus. 

The present organization diagram to the Division level 
of Code 300 is shovn in Figure 11, 

While it may be argued that the Research, Development, 
Test, and Evaluation functions are mainly support to the primary 
functions of the Bureau, it is more accurate to consider the 
RDT6i£ functions as Informational in nature, since they supply 



70 



ASSISTANT CHIEF 
FOR ElESEARCH AND 
DEVELOPMENT 



71 




-I 



Fig. 11 — Present Organization of the Assistant Chief for Research and Development. 
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the infoinaation on applicability of new and projected designs 
to those interested in bettering the designs of Bavy ships. In 
essence, therefore, it is an IN FORMAT lOh function, charged with 
the collection, evaluation, and dlssoraination of Research, 
Development, Test, and Evaluation inforsiatlon. 

Applying the lOTRINSiC FUNCTIONS within the 
organizational clement of the Assistant Chief for Research and 
Development, wo see that the primary ACTION functions arc those 
concerned with obtaining and evaluating the required information: 
the Applied Research Division, the Warfare Systems Division, and 
the Antisubmarine Warfare and Ocean Surveillance Division. One 
more ACTION function should be added—the Project Management 
Division, It seems certain that Project Managers in E&D will 
be assigned emd the addition of this Division as an ACl'ION 
function will ensure that they are fitted Into their i>roper 
place. 

The STAFF functions are pxroperly performed by the 
Administrative Assistant and the Chief Scientist for RctD. The 
present Technical Analysis and Opeurations Research Staff is not 
a true STAFF advisory function, but a planning and control 
function; therefore, it should more logically be located in the 
RDT&E Planning Division, It is placed under that Division as a 
separate Branch. 

The 1^.FOR^^ATION functions are performed by the RDT&S 
Planning Division, which plans and controls the various R&D 
Programs and Budgets, and acts as the focal p>oint for documents 
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end Inforniatlon relating to RDT&E programs and projects. 

The SUPPORT function is performed by the Laboratory 
Managment division, which manages the program aspects of the 
major BUSHIPS laboratories. 

The proposed structure of this organiaatlonal element is 
shoxm in figtire 12. 
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Fig. 12.— Restructured Organization for the Assistant Chief for Research and Development 
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CllAPXER XI 



ASSISTANT CHILF FOR DESIGN, SHiPRUlLDlNG, 

AND FLEET MAINTENANCE 

The mission of the Assistant Chief of the Bxircau of 
Ships for Design, Shipbuilding, and Fleet Maintenance is to 
ensure that the design, construction, conversion, alteration, 
maintenance, and improvement of ships and craft properly support 
the mission of the Bureau of Ships, The organization is the 
second largest element of the Bureau; it consists of 
approximately seventy- five officers and 660 civilians, of whom 
about ASS are technical, profossional, engineers, and scientists, 
and about 175 are administrative, clerical, and support 
personnel, 

Res pons ibili ties include the conceptual design of ships, 
the preparation of contract plans and specifications, 
administration of shlpbulldlns contracts, and administration of 
the Fleet Maintenance Program, 

The present organization diagram to the Division level 
is shown in Figure 13, 

This organizational element is one of the principal 
ACTION clesenta of the Bureau, As such, it carries out some of 
the most Important work of tho Bureau and Is supported by the 
rest of the Bureau organisation in Its work. As presently 
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Fig. 13. — Present Organization of the Assistant Chief for 
Design, Shipbuilding, and Fleet Maintenance. 
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structured, it has only two divisions and these are both properly 
located under the ACTIO?; function in the X?;TRINS1C fUNCTIOW 
breakdown of the organizational elesnent of this Assistant Chief. 
The other IRXRIINSIC FUhCTlOKS which are porfonned within this 
element are perfomed bolow the Division level, and therefore 
not included in this analysis. 

The organization is essentially consistent in structure 
with tho concepts being considered. However, here again some of 
the staff assistants to the Assistant Chief might be more 
effective in other locations in the organization. The 
Unconvent la 1 Karfare Equirxaent Coordinator, Cod© 40 A, should be 
relocated to the Ships Division, since his responsibilities are 
i\ot primarily advisory in naturo, but concern the ships and 
equipment of tho operating division. Similarly, the Shipbuilding 
Assistant, Code 406, who has nmny operating functions and few 
advisory ones, should be placed in tho operating line, probably 
In the Ships Division. Tho Administrative Assistant, Code 402, 
and the International Aid Assistant, Code 409, are properly 
placed as STAFF advisors and should remain in their present 
locations. Tho Special Assistant for i-ilssilo Ships, Cod© 103, 
in the office of tho Chief of tho Bureau, can better perform his 
functions aa STAFF to the Assistant Chief for Design, 
Shipbuilding, and Fleet Maintenance; ho should be moved there 
to work in conjunction with the present staff officer. Surface 
Hissilo System Coordinator, Code 400G. Also the Supervisor of 
Salvage, Code 108, should be moved to this STAFF position from 



if 





78 



that of tho Chlof of the Burciau for tho sanio reaffion--h© can 
function batter as advisor to the executive most closely 
associated with tho work to be performed. 

Two other changes ero in order. The Assistant Chief for 
Kuclear Propulsion performs functions that are not greatly 
different from those of the Assistant Chief for Design, 
Shipbuilding, and Fleet Maintenance. The fact that Kuclear 
Paropulsion is new and has been a rapidly changing and developing 
field probably caused the creation of a separate major clesment 
specifically devoted to nuclear powor, just as steam probably 
demanded similar treatment in the early days of conversion from 
sail to steam. It appears reasonable to recognize tliat the 
Nuclear Propulsion function now is so tnttmatoly associated with 
modem design, shipbuilding, and maintenance that it need not 
be kept isolated, but may be combined for more cohesive 
organization and future managesnont, for this reason Nuclear 
Propulsion is added as a separate Division, also recognized as 
an important ACTION function. Finally, recognising that there 
will undoubtedly be important Projects assigned to the Assistant 
Chief for Design, Shipbuilding, and Fleet Maintenance, a separate 
Division is shorn for handling these Projects under the Project 
Manager concept. This Division will probably not be activated 
until the assignment of some significant project or projects, 
but it la provided for as an ACTIO?! olemcsnt of the orgoJiisstion. 
The restructured organizational clcaaent is shown on Fig\ire 14, 
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Fig. 14 . — Restructiired Organization of the Assistant Chief for 
Design, Shipbuilding, and Fleet Maintenance, 



CHAPTER XU 



ASSISTANT CHIEF FOR TECHNICAL LOGISTICS 

The mission of the Assistant Chief of the Bureau for 
Technical Logistics is to ensure that systems, equi|»sents, 
components, and materials properly support tho mission of the 
Btireau. This is the largest organizational element of tho 
bureau; it consists of approximately eighty officers and 1270 
civilians. There are about 700 civilian engineers, scientists, 
professionals, and technicians, and about 570 administrative, 
clerical, secretarial, and support personnel in this element. 

Kesponsibilities include the ezigineering, procurement, 
end maintenance of all hull, machinery, electrical, and 
electronic systems, equipmonts, and components which are 
installed in naval ships or which are used in shipbuilding and 
Fleet support, except for nuclear propulsion systems. 

The organization diagram for the present structure is 
shovm in Figure 15. It can be seen that this Assistant Chief, in 
addition to having the largest elesnent in numbers of pereonnel 
in the Bureau, also has the largest span-of-roanagoment— some 
eleven subordinates reporting to him. As with the office of the 
Chief of the Bureau, this is considered to be Coo great a span 
for effective management for an executive at this level; however, 
because of the departmentatlon along pxroduct lines, little can bo 
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Fig, 15. Present Organization of the Assistant Chief for Technical Logistics 
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done to reduce the span except by addins another layer of 
management under the Assistant Chief. This is not considered 
to be advisable in this case. 

The Assistant caiief for Technical Logistics provides an 
overall SUPPORT function to the Bureau. In restructuring and 
streamlining this element, the first approach will be to rejsx>ve 
those staff elements which are not performing a true STAFF 
advisory function. The first of these is the present Weapons 
Systems Technical Director, who actually has line, operating 
ftmetions and should be recognized as such and placed in the 
Hull Division, rather than continued as a staff component. The 
Development Planning and Review Office appears to be misplaced; 
the duties and responsibilities of this office might better be 
a portion of the Director of Contracts and/or the Administrative 
Assistant to the Assistant Chief for Technical Logistics, The 
remaining staff assistants are truly performing advisorj' GTAFF 
functions and should be retained on the staff of the Assistant 
Chief. 

The operating divisions of this element are organized 
along product lines and remain essentially unchanged. All are 
ACTION functions and the other INTRINSIC FUNCTIONS are provided 
at the lower levels of the organization. 

The Shore Electronics Division should be eliminated when 
those provisions of the Dillon Report which apply to its transfer 
out of the Bureau of Ships are impl^ented. In its place should 
be a Nuclear Propulsion Division, which will assume the duties 
and responsibilities of the present Assistant Chief for Nuclear 
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Propulsion, Cod« 1500, which pertain to Technical Losistica 
for Nuclear Propulsion, 

The organization diagram of the restructured element of 
the Assistant Chief for Technical Logistics is shown on Figure 
16. 
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Fig. 16. — Restructured Organization of the Assistant Chief for Technical Logistics. 
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CHAPXEil Xlil 



ASSISTANT CHIEF IX)R Fi;.LD ACTIVITIES 
AliD iriSPECTOR GitiERAL 

Tho mission of the Assistant Chief of the liureau of 
Ships for Field Activities and Inspector General is to ensure 
that tho field activities properly support the mission of the 
Bureau and to serve as BUSHIPS Inspector General, This element 
consists of approxLT^toly twenty- tvo officers and 185 civilians. 
Of the civilian component about fifty-five are engineers, 
scientists, technicians, and professionals, and about 130 are 
administrative, clerical, secretarial, and support personnel. 

Responsibilities fall in two separate fields: (1) 

management control of flUSHIPS field activities, and (2) 
appraising the operations of tho Bxireau and its field activities. 
Included in these responsibilities are tho providing of 
administrative suppoirt of assigned Fleet support activities; 
administering Bureau-field programs in assurance engineering, 
computers, and training; and controlling BUSHlPS-sponsorcd 
industrial reserve plants and shipyards and industrial facilities 
at private shipyards and plants, ixesent organization is as 
should in Figure 17, 

Because of the principle that review of the performance 
of an element of an organization should not be conducted by a 
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Fig. 17. — Present Organization of the Assistant Chief for Field Activities 



87 



component of that same element, and because there arc tvo 
separate and distinct functions perfomed by this organizational 
element, the structure should bo changed to r«aove tho Inspector 
General from the organization of the Assistant Chief for Field 
Activities. Essentially the Assistant Chief has a prin^ary ACTION 
function— the management of BUSHIPS field activities. The 
Inspector General, on tho other hand, has an INFORi^sATlON 
function; he is responsible for tho assessment of those field 
activities and the production of information which assists in 
the evaluation of their performance. The Inspector General 
should bo placed under the Deputy Chief for Information, as shown 
on Figure 8. Hero he has free rein to conduct such audits, 
inspections, and assossiTionts as are deexzod necessary, and to 
develop and disseminate such information on porformanco as ho 
finds appropriate. 

This move leaves the Assistant Chief for Field Activities, 
wliose primary function is the ACTION fiinction of majiagement 
control of the various Bureau Field Activities. Within his 
organizational element the primary ACTION fxinctlon is that 
performed by the Field Activity vianagement Division. The 
remaining functions require some rearrangcraent . A study of the 
present organization shows that the element is fragmented into a 
nvEaber of small divisions, four of which have only two branches. 
This span-of-management of two at this low level of the 
organization is wasteful of aupervisory personnel; it is 
particularly striking when it is noted that the span-of- 
manage'jient of the higher level executives in the Bureau 
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approaches the maxixniKn allowable for effectiveness and sometijnes 
exceeds that figure, A coaibination of related ftinctions into a 
samllor number of divisions is indicated. The Conanercial 
Industrial Facilities and Readiness Plannins division and the 
Kavy Industrial Facilities and Production Equipment Division, 
each with two branches, are combined into a single Industrial 
Facilities Division, with a principal SUPPORT function to the 
Assistant Chief, Similarly, the Central Training Division is 
merged into the closely related Industrial Relations and 
Fianpower Division, which also provides a SUPPORT function. The 
Assurance Engineorlns Programs Division and the Management 
Control Division are retained as presently structured; each 
provides an essential INFCRMATiON function to the organizational 
element. 

The STAFF assistants to the Assistant Cliief are reduced 
to one— his Administrative Assistant, The Financial Management 
Office appears to be an unnecessary duplication of the work of 
the Comptroller, and those duties not reaseigned to the 
Comptroller can be taken over by the Jianageraont Control Division, 

With the changes made as indicated above, the 
organization is sufficiently streamlined so that a 23eputy is no 
longer needed. The restructured organizational element of the 
Assistant Chief for Field Activities is shown in Figure 18. 
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Fig, 18. — Restructured Organization of the Assistant Chief for Field Activities 
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ASSISTAIfr CHIEF FOR hUCLfcAR PROPULSION 

The mission of the Assistant Chief of the Bureau of 
Ships for Nuclear Propulsion is to ciicure that all scatters 
dealins with nuclear propulsion of ships properly support the 
mission of the bureau. This element consists of one officer and 
eighty- four civilians, of whoa forty-one arc professionals, 
•nginoers, and sciontists; forty- three are adnvinistrativo, 
clerical, secretarial, and support personnel. Responsibilities 
include tho developcnent , design, procurement, production, 
installation, testing, end operational evalxiation of ncjw-typo 
nuclear propulsion plants, and tho engineerins, procurement, 
installation, alteration, and taaintenanc© of shipboard nuclear 
reactor plants. 

Although this is a vary impor-tant new field of great 
interest to the Navy, it does not differ greatly from the other 
functions v^hich must be performed in designing and producing 
ncfw ships and equipments for a modern Kovy, Eventually nuclear 
propulsion must t/2ko its place alongside diesel propulsion, gas 
turbine propulsion, and the traditional boiler-stoam propulsion 
as just another form of ship propulsion. For this reason, the 
structure of the Bureau of Ships should show it as a major 
component in the element of the Assistant for Design, 
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Shipbuildins, and Fleet hiaintenanco, rather tlian ae a separate 
organizational eleraent. For this restructuring, the buclear 
rropulsion Division is created and inserted in the organization 
as shown on Figure 14, and the Assistant Chief is removed from 
the proposed org^mization of Figure 8, 



Ci!APTER XV 



DIRECTOR OF COym\CTS 

The mission of the Director of Contracts of the Bureau 
of bhips is to ensure tho efficient and economical purchase of 
ships, equipment, material, and services required to support tho 
mission of the Bureau. This organisational element consists of 
two officers and 216 civilians, 136 of whom are administrative, 
business, and managoment staff, with tho remaining eighty being 
secretarial, clerical, and support staff. The rosponsibilitics 
include preparing, advertising, nogotiating, adsiinisterins the 
business aspects, and terminating contracts for tho various 
activities, matorialc, and services required by tho Bureau of 
Ships. The Director principally provides a SUPPORT function to 
the Bureau. 

This el«snent is organised as shovm on Figure 19, The 
only discrepancy in tho organization secKns to be in tho 
placement of tho staff assistant, Assistant for Procuroraent 
Planning and Special F>atters« Frosa all indications, this is tho 
most important operating el«nent of the organization and should 
bo placed in a line category, not a staff one. The primary 
functions include gathering and evaluating information and 
controlling certain procoscos; therefoiro, it appears to be most 
appropriately constderod as an II5F0K.MATI0K function. Its name 
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Fig. 19.— Present Organization of the Director of Contracts. 



94 



should be changed to reflect the duties perfomed; Planning and 
Control Branch sems suitable* 

it does not appear that the Pirector of Contracts 
requires an Assistant Director, except for providing sn ©pprovod 
signatiire to contracts which inay be required in th© Director’s 
absence. For this reason, however, and because the Director 
does not have an Adnsinistrativo Assistant, the Assistant Director 
of Contracts is retained. As a STAFF advisor, the Small Business 
Specialist is moved from the office of the Chief of th© Bureau 
to the STAFF of the Diirector of Contracts, this eearaingly being 
more appropriate to the typo of work actually perfomod. 

The restructured organ Isiat ion of the Director of 
Contracts is shown in Figure 20, 
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Fig. 20. — Restructured Organization of the Director of Contracts 
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CHAKl'iuR XVI 



Ca''JTROLLER 

The nission of the Comptroller of tho Lureau of Ships Is 
to ensure that financial manasonent functions of the Sureau are 
porformed so as to support the i^ureau's mission end conform with 
lav and regulations. Tho organisation consists of ono officer 
and about 145 civilians, all of whom are professional, 
administrative, clerical, secrotarial, and support personnel. 

Kes pons ibi lit ies Includo developing, coordinating, and 
administering the Bureau’s overall financial managesnent program 
for appropriations and funds made available to Bureau 
headquarters and field activities. The present organisation is 
shown in Figure 21. 

As presently organizod, the Comptroller cxcrclsos 
nothing raoro than a SUPPORT function to the Bureau. Some 
information is provided to the cthor elements of tho Bureau, but 
financial administration and coordination seem to be tho 
principal objoctivo of this office. This limited utilization 
seems to be the trend in government organlz^atlons. itodem 
business organizations have foimd that the Controller is an 
executlvo who is an important addition to management because of 
his unique capability for obtaining and evaluating information. 
Since the Controller is primarily responsible for financial 
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Fig. 21, — Present Organization of the Comptroller. 
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matters end since plans «iro directly related to funds and budgets, 
he can bo used as the principal planner in the organisation. 
Controls are exercised based upon plans, and the Controller is 
in the best position to institute such controls. 

This, too, should bo tho function of the Comptroller of 
the Bureau of Ships: an INFORMAiTIOM function to the 

organication, ho should have, in addition to tho financial 
management aspects of his job, tho primary planning and control 
function for tho Bureau, 

This doos not mean that tho Comptroller wuld do the 
detail planning for tho «itlro Bureau of Ships— such would bo 
outside of his capabilities, Ko would, however, be the central 
planning coordinator and would tie together both the financial 
aspects of the plans and the operating aspects, Because of the 
important relationships of plans and funds, plans and budgets, 
and plans and controls, the Comptroller is in an excellent 
position to correlate all of the Bureau* s plans, and to develop 
controls to ensure that the plans are being carried out properly. 

With this important responsibility in mind, tho 
Comptroller is assigned an lIlFOPJ^tATIOIl function in the overall 
Bureau organization; information includes plans, guidance, 
funds, and control procedures. Tho restructured organization 
in Figure 22 contains two nei/ Divisions, both ACTIOf 
functions within the Comptroller organization, Tho Planning 
Division does tho necessary coordination of the overall Bureau 
Plan, both financial and operating, and fursilshes information to 



II 



99 










9 H o 




W M 
CO 




Q M 
3 > 
PQ M 




p 





c!> 

^2: s 
M o 

EH M 
S CO 



o> 



O M 
O Q 
<5 



Fig. 22.— Restructured Organization of the Comptroller. 
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all concerned on the essentials of tho Plan. The Control 
Division provides infotvnation on control procedures to bo used 
to ensure adheronco to tho Flan, These precodures my Include 
automted PERT TlliE and PERT COST, or they may be limited to 
manual systems; however, the essential control information 
should be generated in this division, 

Tho Accounting Division remains as tho principal SUPPORT 
function to tho Compttx>ller; and the Budget Division, ijorklng 
very closely with the Planning Division, provides the necessary 
IKFOh.-'.ATIOM function to tho Coaptrx>llor in developing and 
evaluating the Bureau's budget. 
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CiiAPTE* Aill 



3UJ^ARY AND C0f*CLU5I0«S 

In today* 9 caaplcx society large orsanlzations arc built 
up to accomplish the objcctivoo of business, oiilitary, political, 
and social groups, tow© of those organisations ore well planned 
and well designed to accomplish the desired purposes; others are 
inept and inefficient. Good organisations are badly needed; 
this means that good organization plans and organization 
structures nust be developed . This is particularly important in 
the business world, men must at times work with illogical 

and unwieldy structures and still perform at moxinum 
effectiveness. The military and military/civilian organizations 
also face the problems of organisation structuring for inaxiiTum 
efficiency— this is ono of the iaost important problems to be 
overcone if they aro to koep pace with the rapidly advancing 
technology of tho modem world, 

Exsnination of the works of a munbor of authors on this 
subject shows that there aro many ways of approaching the 
problems of planning and developing organization structures. 

Such structures can establish the necessary relationships to 
reach tho organization's goals. It is possiblo to organize 
rather loosely around the available personnel and to depend tipon 
those personnel to accomplish the tasks with maximum efficiency. 
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This is a difficult, if not impossible, situation in the military/ 
civil service environment, tdioro there are periodic changee of 
personnel and the quality of the manasors assigned may not be 
uniformly excellent. The preferred method of structuring 
organizations is by division into functional elements, vith 
sufficient flexibility to allow for individuals to expand upon 
their functions as necessary and as their capabilities allow, 
provided it benefits the organization. 

In structuring an organization, the writer proposes that 
five lOTRihSIC FUnCTIOhS of DECISION, ACTION, INFOfi>IATlON, 

SUic’FORT, and STAFF should be recognized and should form the 
basis for fitting together the basic and subordinate ftinctions 
to be performed. From the cons idoret ion of these five important 
functions at all levels can come efficient and vrorkable 
organization structures. 

The informal organization must be considered whem drawing 
up a formal organization structure. The formal organization is 
the way a unit was designed to work; the informal organization 
is the way it actually accomplishes some of its functions. Since 
the informal mode is that which has been proved effective, the 
formal organization should fit it as nearly as is possible. 

This fit or ogreeoent between the two will be enhanced by use of 
the IffTRINSIC FUNCTIONS in developing end refining the 
organization structure. 

I^jor streamlining can bo effected by reducing the 
layering effect of "middle maaagment," which tends to build up 
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in bureaucratic fashion* Reox>vaI of layers of rnanagement in this 
area, extending the span of control of top managers, and 
improving coordination between top level and lower level 
managesnent can be accomplished by better use of Automatic Data 
Processing systems for control and inforination purposes. 

Project Managers may be properly used in the limited few 
instances when required by the importance of special jobs, but 
such special categories should be severely restricted. The 
managers used for this purpose should not be placed in a STAFF 
position, but In an operating line position, as Indicated by 
their type of work and tho importance of their portion of the 
project. 

Good organizations can help good men do their jobs 
better. Good organizations do not just happen-- they are 
carefully planned and dovoloped. Streamlining stxructures can 
help in developing good organizations. 

Conceptual application of the principles of streamlining 
organizations to the United States Navy Bureau of Ships shows how 
streamlining may promote increased efficiency and effectiveness 
through simplification of the organization structure and clearer 
delineation of the organizational responsibilities and 
Interactions. 

While it may be argued with good logic that tho Bureau of 
Ships has functioned effectively in the past and therefore is not 
in need of organization change or structure changes, there are 
indications that any organization can benefit frx>ra streamlining. 
Certainly the structural changes which tend to develop without 
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regard to the haalc organizational aims must be corrected 
periodically, and the organization must be kept simple and 
straightforward to avoid becoming involved in its own complexity. 
Modem writers have pointed out the need for modifying military 
organizations to take advantage of the changing concepts and the 
changing war situations. It is also possible to modify 
organizations to take advantage of the most modem business 
techniques, such as Automatic Data Processing, and for information 
and control procedures which may help to reduce the supervisory 
Layering and thus reduce the overall numbers of middle management. 
An examination of the present stmeture of the Bureau of 
Ships shows two rather startling departures from modem business 
maiiagemcnt principles: (1) the span-of -management of many of the 

top executives in the organization is in excess of the generally 
accepted span of a top executive in business, while the spans of 
many of the lower level executives are below those accepted for 
fulltime activity for a manager; and (2) most of the top 
executives in the bureau operate with large personal staffs which 
are not truly advisory staffs, but are instead operating line 
elements placed in staff positions. 

The first of theso characteristics of the Bureau 
indicates that perhaps the top executives are overburdened with 
too many direct subordinates who require too much of their time 
and allow too little time for conduct of the other important 
aspects of their jobs. The situation is emphasized by the fact 
that lower level executives have such a limited spen-of- 
management that fulltime direction of subordinates would not 
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approach a full day’s work. For example, tho Chief of the Bureau 
has a total of olghteeii direct subordinates reporting to him, 
while some of the Division Chiefs have only two Branch Chiefs 
reporting directly to them. Modern management concepts state 
that tho opposite should be true--that the top executives should 
have from three to six subordinates, while the lower level 
executives may have six or more. All of which leads to the 
conclusion that the Bureau of Ships management does not really 
function as shown in the formal organization chart, but instead 
functions along some informal lines which give top executives 
fewer direct subordinates, and tho lower level executives more 
direct subordinates. If this is true, a restructuring of the 
organization to show the exact operating relationships would be 
of great benefit to the organization and to those outside of the 
organization who have to deal with it. 

Tho second of the deviations of the Bureau from the 
modem organizational concepts— > that of large staffs doing 
operating job8>>is not quite so startling, since its practice is 
widespread and is condoned and actually favored in some circles, 
however, for purposes of simplicity and for better operating 
relationships between staff and line elements, it is considered 
to be better to retain as staff members only those who are 
advisors to the executive served, or who perform personal 
administrative services to that executive. The establishment in 
line positions of those staff elements who truly are acting in a 
line capacity will assist them in performing their jobs and will 
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further decrease the executive's reportins subordinates to a 
manaseable size. 

The complex Bureau of Ships structure can be streamlined 
considerably by application of the INTRIKSIC FUtJGTIONS appxroach 
to structuring. This allows identification of the basic 
important functions of the Bureau; it also allows simplification 
of the structures to provide for maximum effort along those lines 
for which the organizational element existSi thus maximizing the 
important functions and minimizing the less essential ones. 
Furthermore, it assists in reducing the overlap of 
responsibilities by clearly showing the operating relationships 
of the various elements. 

Utilizing the IMRII.SIC FUhCTlOiJS in streamlining the 
Bureau of Ships results in the organization restructured as 
shown in Figure 23. This is a simple, straightforward structure 
wherein all operating relationships may bo clearly defined. The 
five lOTRINSlC FUNCTIONS are shown, and the other functions 
performed by the Bureau shown in their proper locations. 

Although it was not primarily intended for reducing the numbers 
of executives, it is interesting to note that such a 
restructuring to the division level only will result in a 
reduction of STAFF principals (only one executivo in each STAFF 
eleraent) from a total of twenty-eight to a now streamlined total 
of fifteen. The resultant moving from staff to line of those 
true line operating functions increases the lino executives (the 
one executivo heading up cn el«snent) from forty-one to 
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forty-eight, ‘Iho net savings in executive raanpowr is six, or 
approximately 9%. Lven greater savings can be made by following 
the same principles at lower supervisory levels, and at those 
levels there can be still greater clarification of 
responsibilities by use of the IKTEXUSIC FUNCXICKo in structuring, 

Ihe changes made in the restructured organitation shoWTi 
in figure 23 reflect the recommendations made by the Dillon 
Report, They also provide for the important changes wiiich met 
be made to accept th® Project tlanagcment Concept. This important 
new concept which is being strongly recommended for adoption 
could result in chaos if the structure of the organi2:ation vror© 
not properly designed to cope with the new methods and 
procedures , 

basically, as Admiral burke stated, "Good men can make 
poor organizations work well it is up to the 

organisational planners to give good men equally good 
organizations to help them to do their jobs even better. 
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